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CHAPTER XII 
COMMUNITY LEADERSHIP 


E COME now to the first of the two 

questions that our survey research 
was designed to answer: What is the role 
of leadership in determining the level of 
moral integration of a large city? The four 
chapters on individual cities make it abun- 
dantly clear that this will be a most difficult 
question to answer. If there were only the 
one other causal factor of organizational 
activities to reckon with after the effect of 
population mobility and heterogeneity had 
been held constant, the problem would not 
be so involved. But in the course of our 


the reading of many interviews gives one a 
very accurate “‘feel’’ for the social situation 
that they describe. 

The chapters dealing separately with the 
four cities make it quite clear that Bellevue 
leadership is the most effective. In Gorge 
City leaders were seen to be too remote from 
the general public; in Bordertown they were 
sharply divided on socioeconomic issues; in 
Mediana they seemed to be too much of a 
clique. Bellevue leadership has apparently 
avoided all these pitfalls. In order to demon- 
strate once again that city’s superiority, we 


TABLE 66 
LEADERSHIP IN FOUR CITIES 


Bellevue Gorge City | Bordertown Mediana 
Are other [nongovernmental] leaders working for the 
Sood ol (NOC reccee cokete ce seerekes weed ok 3.86 3.67 3.39 2.70 
Are there others who might do a better job? (Percent- 
age answering No”). 0.0.0... 6c eee e eee eee 47.8% 45.8% 29.2% 29.2% 
Average difference between leaders and cross-section 
on four questions concerning the community and its 
problems* ose ene add bene ok Baran ideis Hote oe tes <2i .98 30 52 


* The four questions are given in Tables 20, 29, 38, and 47. 


research we have discovered that there are 
other factors of significance that are prob- 
ably independent of the four named. Thus 
the location of Bordertown at the margin of 
North and South has been seen to be a hand- 
icap, and the absence of a real crisis in 
Mediana during the depression probably 
helped to preserve the “small-town mind” 
which is now a drawback to that city. Under 
these circumstances our analysis and weigh- 
ing of the leadership factor cannot be pre- 
cise. Wherever possible the treatment will 
be statistical, but to a considerable extent 
the reader will have to trust my ability to 
grasp subtle relationships and estimate the 
influence of forces. To do this is not so difh- 
cult a task as one might imagine, because 


have assembled in Table 66 the data on two 
key points: the cross-section’s opinion of 
the effectiveness of the leaders and the 
amount of agreement between leaders and 
cross-section with respect to four questions 
about the community as a whole. On the 
basis of these figures it would be difficult to 
rank all four cities in order on leadership, 
but there is no question that Bellevue 
stands first. 

We are now in a position to determine in 
some detail the facts associated with effec- 
tive leadership. The superiority of Bellevue 
gives us a base point from which to work. 
We shall not be blind to possible weak- 
nesses in the leadership of that city, but, 
when we have no evidence to the contrary, 


IOI 
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we can assume that the characteristics of its 
leaders and the community processes asso- 
ciated with leadership there are optimal. 
Six aspects of leadership will be analyzed: 
characteristics of leaders at the time of in- 
duction into leadership, representation of 
groups in the population, degree to which 
the leadership group is in-grown, relation to 
the general population, relations among 
leaders, and the technique of leadership. It 
is important to emphasize that these six as- 
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few of these in the course of the discussion. 

We have a great deal of information 
about each leader at the time of the inter- 
view but not very much about him at the 
time that he became a leader. Yet it is im- 
portant to consider what little we have, be- 
cause one of the secrets of good community 
leadership may lie in obtaining the right sort 
of people. Table 67 gives the evidence on 
the amount of education of the leaders and 
their own account of how they got started 


TABLE 67 
LEADERS AT THE TIME OF INDUCTION 


Median years of education.............. 
How did you come to take an active part in 


community affairs? (Special index)* 


Family (adios s24na0sesdeeeea nee 
Awareness of social pressures.......... 
Invited by friends................245- 


For political or business reasons....... 
Profession required it.............008. 


How did the important people here get to 
be important people? (Cross-section 


question) 
Reasons showing characterf........... 
Reasons not showing characterf....... 


Other reasons and no answer.......... 


Border- 


Bellevue City eS Mediana 
15.8 13.3 13.5 13.5 
118 184 152 136 

IOI 56 80 104 

143 112 104 104 
3I 80 40 32 

109 40 64 112 
45-5%| 38.9%]  37-0%| 41.3% 
28.1 45.2 37.0 33.7 
26.0 15.9 26.0 25.0 


* High scores indicate greater importance of a particular factor (see Appendix I, Sec. F). 
+ Including hard work, intelligence, ability, education, civic-mindedness. 
ł Including family background, money, political pull, luck, explaitation. 


pects do not constitute a scheme that was 
thought up in advance and determined the 
collection of data. What we started with was 
merely the broad sociological concept of a 
leader as one who successfully crystallizes 
into a program of action the rather vague 
aspirations and tendencies of those who be- 
come followers. Questions were asked which 
seemed to bear in one way or another on 
this process. The six aspects named above 
emerge from our data as actually impor- 
tant. It may well be that there are other 
significant aspects that we have missed be- 
cause we did not ask all the pertinent ques- 
tions. On the other hand, several aspects of 
the problem that we did investigate turned 
out not to be significant. We will mention a 


in community leadership. To these data 
have been added the cross-section opinions 
with respect to why leaders became impor- 
tant people. It should perhaps be mentioned 
parenthetically that the data that we had 
concerning the place of childhood residence 
did not yield significant differences among 
the leaders of the four cities. 

The evidence in Table 67 is quite striking. 
A difference of more than two years in the 
average amount of education between 
Bellevue leaders and the others is a large 
one indeed and is almost certainly important 
in the effectiveness of their leadership. The 
information with respect to motivation 
would seem to indicate that the best leader- 
ship is obtained through awareness of social 
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needs by the person himself, through per- 
suasion by friends already interested, and 
through having a profession like that of 
minister, social worker, or newspaper editor 
which requires community activity. Belle- 
vue is relatively high on all these and is rela- 
tively low on ‘family tradition” and “for 
political or business reasons.” It is interest- 
ing that Mediana shows much the same pat- 
tern as Bellevue and that Bordertown and 
Gorge City are somewhat alike. This fits 
with what was said earlier: Mediana leaders 
were probably excellent candidates for 
leadership when they came to the city (very 
few were born there), but they have be- 
come somewhat too much of a closed group 
since. Bordertown and Gorge City leader- 
ship reflect the emphasis on tradition which 
seems to characterize both communities. 

The cross-section opinions with respect to 
how the leaders got started check quite well 
with what the leaders themselves report. 
Bellevue respondents credit their leaders 
with positive attributes more often than do 
the respondents in the other cities. Mediana 
is again nearest to Bellevue. 

The members of the leadership group in 
any community cannot be regarded as just 
so many individuals. They must be thought 
of against the background of the commu- 
nity itself, with all of its population differ- 
ences. In a democratic society it is impor- 
tant that they represent these unlikenesses. 
Though this does not require that the 
leaders actually be of different races, na- 
tionalities, religious faiths, occupations, or 
even of different sexes, since a person of 
broad sympathies can express the view- 
points of those unlike himself, not many are 
broad enough to represent adequately those 
very different from themselves. It is there- 
fore interesting to see whether our cities 
vary markedly in the representativeness of 
their leadership groups. 

No city makes a better showing on race 
and nationality than any other, since all 
leaders interviewed were native-born whites. 
The large foreign-born populations of Belle- 
vue and Gorge City are as inadequately 
represented in the leadership groups of 
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those cities as are the large Negro popula- 
tions of Bordertown and Mediana. Gorge 
City and Bellevue recognize more women 
leaders (three and two, respectively) than do 
Bordertown and Mediana (one each). Al- 
though these differences are small, they 
may actually be significant in raising the 
level of female interest in the city’s welfare. 

In the religious field the leadership group 
must of course be compared with the pro- 
portions of people of different faiths in the 
community. Table 68 compares the religious 
preferences expressed by the cross-section 
with those of the leaders. It is apparent that 
the Protestant segment of the population 
in these cities is overrepresented among the 
leaders. The Jewish minorities are so small 
that our cross-section sample is quite un- 
reliable with respect to them: obviously, for 
instance, there are many Jews in Border- 
town, though our sample did not happen to 
include any. Bellevue and Gorge City come 
nearer representing the Catholic group ade- 
quately in the leadership group than do 
Bordertown and Mediana. Since we have 
passed somewhat adverse judgment on the 
leadership of Gorge City as well as of 
Mediana and Bordertown, we cannot lay 
much stress on religious representativeness 
as important for successful leadership. It 
seems likely, however, from our general 
knowledge of life in a democracy that it is 
of some significance. 

Community leaders spend a great deal of 
time in civic activities. They frequently 
have to attend meetings during regular 
working hours. Even if he were well enough 
known in a community to be selected as a 
leader, a wage-worker could hardly function 
as one. This puts a severe occupational 
limitation on the makeup of the leadership 
group. Under present conditions it could not 
be fairly representative of the various occu- 
pational strata even if the public were in- 
clined to make it so. Actually, the prestige 
of certain economic roles is such that the 
public would probably overchoose business 
and professional men anyway. This does 
not mean, however, that there is nothing to 
be learned from a study of the leader occu- 
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pations in our four cities. Comparison sug- 
gests that this is a significant factor in the 
differential effectiveness of their leadership. 


RELIGIOUS 
PREFERENCE 
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Table 6ọ gives a breakdown into five broad 
categories. If Bellevue is again taken as the 
optimum situation, relatively large propor- 


TABLE 68 
PERCENTAGE RELIGIOUS PREFERENCE OF LEADERS AND THE GENERAL PUBLIC* 


GORGE CITY BORDERTOWN MEDIANA 
Public Leaders Public Leaders Public Leaders 
51.3 79.2 69.0 83.3 70.7 87.5 
38.1 16.7 28.0 4.2 19.6 4.2 

8.8 4.2 0.0 12.5 2.2 8.3 


BELLEVUE 
Public Leaders 
46.6 73-9 
48.5 21.7 

2.9 4.3 


* The proportions of Protestants, Catholics, and Jews in our survey sample were checked against the last Census of Religious 
Bodies (1936). Since we are dealing here with religious preference and since that census deals only with church membership, it is 
difficult to make the comparison. On the theory that almost all Catholics and Jews are registered as belonging to the religious body, 
while a very large proportion of those who would state they had a Protestant preference would not be church members, I multiplied 
the Protestant figure in the census for each city by two. By dividing each group by the sum of the three groups in each city the fol- 
lowing rough percentages are obtained: 


Catholic 


Gorge Border- Wedana 


town 
51 68 76 
40 27 20 
9 5 4 


Comparison of these percentages with those given for the public in Table 68 shows remarkable agreement for Gorge City and fair 
agreement for the other three. Since there has been considerable population movement since 1936, we may take these results as roughly 
confirmatory of the representativeness of the sample with respect to religious preference. 


Big businessman 
Small businessman 
Newspaperman or radioman 
doctor, 


Educator, 


Occupation 


TABLE 69 
OCCUPATIONS OF LEADERS 


e.. ol‘ 


re | 


minister, 


TABLE 70 


PERCENTAGES OF LEADERS HAVING SPECI- 


FIED NUMBERS OF PERSONS WORK- 
ING UNDER THEM 


Belle- 


vue 


nr | af eae 


Gorge | Border- 


City 


12.5 
12.5 


75-0 
0.0 


town 


social 


<. . eso so oo so‘ ‘l 


Bellevue Gorge City | Bordertown Mediana 


i mr a ee 


13.0 41.6 20.8 8.4 
43.4 160.7 25.0 25.0 
8.7 12.5 16.7 25.0 
21.6 12.5 8.4 20.9 
13.3 16.7 29.1 20.7 


tions of small businessmen and of educators, 
doctors, ministers, and social workers seem 
to be conducive to effective leadership. 

A check on the accuracy of Table 69 is 
obtained by the data on the number of peo- 
ple working under each leader’s jurisdiction. 
These figures are given in Table 7o. It is 
clear that Bellevue leaders are more often 
controlling small numbers of people in their 
occupational role than are the leaders of the 
other cities. This would give them more in- 
timacy with their employees and therefore 
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greater insight into the problems of the 
general population. The social realism that 
we attributed earlier to Bellevue leaders is 
probably closely related to their contact 
with the rank and file. The contrast with 
Gorge City at this point is very striking. The 
undue optimism of that city’s leaders may 
well be chiefly a result of their being eco- 
nomic “‘big shots” and therefore out of touch 
with the people. 

The reader with a long memory may 
wonder how this finding that a dispropor- 
tionate number of big businessmen in the 
leadership group cuts down the effective- 
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representative of labor was found among 
the leaders. He was an American Federa- 
tion of Labor executive in Bordertown. In 
all the cities labor leaders were mentioned 
by members of the leadership groups, but 
it was clear that they were not generally 
considered to be within the charmed circle. 
As unions become stronger and seek more 
adequate representation in community af- 
fairs, the pressure for admittance to that 
circle will undoubtedly become greater. The 
moral integration of our cities will be 
strongly affected by whether or not admit- 
tance is granted. Present leaders have a 


TABLE 71 
DEGREE TO WHICH LEADERSHIP GROUP Is “IN-GROWN”’ 


Bellevue Gorge City | Bordertown Mediana 
Percentages with different lengths of 
residence: 
Born here, lived here continuously. . 39.1 a7 ..5 62.5 12.5 
Lived here continuously 20 years or 
MOTE. g ni.oen corse wed $tasew euen 30.4 58.4 20.8 54.2 
Lived here less than 20 years...... 30.4 4.2 16.7 33-4 
Index of amount of new blood in lead- 
ership Prou: sss aryere dees de Geen 2.48 2:33 225 1.96 


ness of leadership squares with the finding 
reported in chapter iii that there is no corre- 
lation between moral integration and a high 
proportion of small businesses in the com- 
munity. The facts do indeed seem paradoxi- 
cal. The solution of the paradox appears to 
me to be as follows: Large businesses do not 
necessarily have a baneful effect upon a 
community; but large businessmen may 
have if they become dominant in the city’s 
leadership group. Their plants may bring 
opportunities to the local population, and 
the companies may actually feel a sense of 
community responsibility, but it is evident 
that there is a tendency for their executives 
to be too preoccupied with their business 
cares and too removed from the common 
people to make the most effective commu- 
nity leaders. 

One extremely significant fact that does 
not appear in Table 69 is that only one 


great opportunity to show their statesman- 
ship by themselves opening the door. 

Our evidence indicates that a leadership 
group that is to be vital must strike an effec- 
tive balance between old residents who may 
be shackled by tradition and persons com- 
ing in from other communities who will 
contribute fresh points of view. The two sets 
of data that bear upon this matter—the 
length of residence in the city and the 
answers to the question, “Has there been 
much new blood among the city leaders in 
the last couple of years?’’—are set forth in 
Table 71. If we again take Bellevue as the 
standard, it is clear that something like an 
even distribution among the three lengths of 
residence specified is desirable. Gorge City 
and Bordertown appear to have their leader- 
ship groups made up too largely of people 
who have been in the city more than twenty 
years, while Mediana seems to have too few 
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that were born in the city. The replies to 
the question concerning new blood in the 
leadership group are a little puzzling in view 
of the lengths of residence indicated. Belle- 
vue and Bordertown seem consistent 
enough, but Gorge City and Mediana pre- 
sent problems of interpretation. It would 
appear that in Gorge City new blood is 
coming in but that it is being drawn from 
old Gorge City families. Mediana, on the 
other hand, seems not to have much new 
blood coming in despite the fact that the 
great majority of the present leaders come 
from outside the community. As we have 
explained earlier, there must have been a 
time before World War II when out- 
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body of data that bears in one way or an- 
other on this relation between active leaders 
and the general public, some of it seemingly 
significant, some of it not. 

One might suppose that the type of 
groups to which the leaders of a particular 
city belong would make a difference in the 
effectiveness of their joint leadership, since 
obviously some organizations are more 
“cliquish”’ in their nature, while others in- 
clude persons from all walks of life. Our 
data, however, do not show any marked 
differentials among the four cities on this 
point. Almost without exception, the leaders 
belong to a large number of organizations, 
and the lists in one city looked much like 


TABLE 72 
OFFICE-HOLDING OF LEADERS 


PERCENTAGES 


Bellevue Gorge City | Bordertown | Mediana 
Hold office in clubs, service organiza- 
tions, and professional groups...... 82.6 62.5 62.5 58.3 
Have held elective office in municipal, 
state, or federal government....... 17.2 4.2 12.5 16.8 


siders came into the leadership group there 
rather freely, but that group has now con- 
solidated its position, and few newcomers 
are penetrating it. In general, it seems de- 
sirable that there be a gradual, steady flow 
of new blood into the leadership group, that 
flow being partly made up of old residents of 
the community and partly of those who 
have come to the city from elsewhere. 

In the chapters on the four cities it was 
assumed that it is a sign of good leadership 
if the leaders and the general public see eye 
to eye on the community and its prob- 
lems. On this assumption, it would make no 
difference that certain segments of the 
population were not represented in the 
leadership group, provided that the leaders 
had a full understanding of the life-situation 
of the members of such unrepresented seg- 
ments and the willingness to act upon that 
understanding. We have a miscellaneous 


the lists in another. However, a differential 
did appear on the question of whether the 
leaders were holding office in any of these 
organizations at the time of interview. Also, 
interestingly enough, there was a difference 
from city to city in the proportion of 
leaders who had held elective governmental 
office. These two sets of figures are shown in 
Table 72. Since Bellevue leads on both 
points, the general conclusion from the evi- 
dence given would appear to be that leaders 
are likely to be more effective if they have 
been successful in obtaining political sup- 
port from the general public and if they are 
presently thought by fellow-members in 
organizations to be good group leaders. 
From reading the interviews it is clear that 
almost all the leaders have been officers of 
organizations in the past, so that this ques- 
tion merely reveals whether they are fresh 
and vital in leadership at the present. The 
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Bellevue group evidently contains few ‘‘has- 
beens.” 

Another bit of supporting data for the 
proposition that social realism is an impor- 
tant attribute of effective leaders comes 
from the explanations given for their stand 
on the question, “How do people here com- 
pare with people in other cities in the way 
they are willing to work together?” The 
coders broke down these explanations into 
references to Community Chest co-opera- 
tion, to co-operation among races, religions, 
and nationalities, to co-operation among 
socioeconomic groups, and the like. One of 
the explanations encountered was framed 
in terms of the “whole community” response 
to civic problems. For instance, a respond- 
ent might say, ‘‘I have never seen a city 
where the whole community works together 
as well as it does here.” The proportions of 
this kind of explanation were markedly 
different among the cities, as shown in 
Table 73. It should be noted that these 
figures do not represent the degree to which 
the community responds as a whole but 
rather the degree to which the leaders, 
thinking of their city in comparison with 
others, make that comparison, either favor- 
able or unfavorable, in terms of this dimen- 
sion. Although part of the variation shown 
probably reflects real differences in the 
communities’ way of life and thought, it is 
not unreasonable to argue that the orienta- 
tion of the leaders themselves is partly re- 
sponsible. Leaders who think in terms of 
the “whole community”’ response are per- 
haps more aware than those who do not of 
the need for keeping in close touch with all 
sections of the public. 

Obviously the more smoothly leaders co- 
operate, everything else equal, the more 
effective is their leadership. However, every- 
thing else may not be equal, and there is 
the danger that lack of representativeness of 
the leadership group may foster smoothness 
of co-operation at the expense of not facing 
important community problems. Any data 
on co-operation among leaders must there- 
fore be considered in the light of what we 
know about their general effectiveness. 
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Table 74 gives the evidence with respect to 
relations among leaders, as given by them- 
selves. This table is most revealing. From 
what we already have learned about the 
leadership in the four cities, it is evident 
that there is a point beyond which con- 
geniality among leaders is to be suspected. 
Both Gorge City and Mediana appear to 
have passed that point. On the other hand, 
the degree of friction among leaders that 
exists in Bordertown is probably also in- 
jurious to their effectiveness. 

We come finally to the most intangible of 
all the variables in the leadership process, 


TABLE 73 


“WHOLE COMMUNITY” ORIENTA- 
TION OF LEADERS 


Per Cent 
Bellevue. ............0000 00 47.8 
Gorge City... ........0.000. 37.5 
Bordertown...............6. 25.0 
Mediana................... 16.7 


the technique of leadership itself. Our inter- 
views approached this matter from a num- 
ber of angles, some of which proved un- 
rewarding. In order not to clutter up our. 
discussion with data that did not show 
significant relationships to leader effective- 
ness in the four cities, I shall merely list 
these unrewarding items: 


1. Median percentage of leaders’ time devoted 
to community activities. 

2. Answers to: ‘What can a community leader 
do to make a city like this a better place for 
most of the people in it?” 

3. Answers to: ‘‘What groups or kinds of people 
would you expect to get the most support 
from for community projects?” 

4. Answers to: ‘‘What kind of satisfaction do 
you get out of time spent on community 
affairs?” 

5. Answers to: “What is your philosophy of 
leadership?” 


This leaves us with the data derived from 
the answers to a question that seems to be 
really significant for the analysis of leader 
effectiveness. This series is presented in 
Table 75. This table must be interpreted 
with great care. It will be observed that the 
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indexes for each city do not add up to the 
same totals. This is in part because scatter- 
ing answers have been omitted, but chiefly 
because there were different proportions 
that gave no answer at all. Gorge City is 
particularly weak in this respect. (“No an- 
swers” are more frequent among Gorge City 
leaders all the way through the interview 
and probably reflect their greater hurry be- 
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who will organize the project on a down-to- 
earth basis so as to overcome public leth- 
argy. Probably face-to-face contacts are 
essential; at the least, a dynamic, personal 
approach. The evidence supports the con- 
clusion that those leaders are most effective 
who appreciate the importance of the volun- 
taristic aspect, the effort factor in human be- 
havior. It is not enough to have common 


TABLE 74 
RELATIONS AMONG LEADERS 


Bellevue Gorge City | Bordertown | Mediana 
Do the active leaders get along well to- 
gether?........ or enna 83.7% 87.5% 55.2% 87.6% 
Number of others in leadership group 
that the average leader has worked 
with on community projects....... 19.5 20.4 10.3 19.6 
TABLE 75 


LEADERS AND THE PROBLEMS OF OBTAINING COMMUNITY SUPPORT 


In trying to get the support of the people for 
community projects, what would you say 
are the main problems that have to be met? 

Getting effective, informal leadership... 
Overcoming lethargy and selfishness.... 
Getting facts before the public......... 
Having a worth-while project.......... 
Planning and timing—organization..... 


cause of their “large business” connections.) 
In reading Table 75, it is better to look at 
the proportions of the various responses 
within a city rather than to compare the 
absolute numbers among cities. 

Broadly, we may say that Bellevue lead- 
ers, more than those in the other cities, 
realize that accomplishing community proj- 
ects 1s not just a matter of informing the 
public with respect to the problem. The 
public must be “‘sold.”’ From the three items 
on which the Bellevue leaders exceed the 
others, one may conclude that the way to 
obtain community support is to put the 
matter in the hands of intelligent leaders 


SPECIAL INDEX 


Bellevue Gorge City | Bordertown | Mediana 
84 56 40 40 
109 48 64 72 
67 II2 168 208 
25 40 64 16 
59 o o 


rational objectives; there must be common 
will. 

We may sum up this chapter on leader- 
ship by sketching the characteristics of an 
ideal leadership group for a city. For the 
sake of brevity and clarity these character- 
istics will be listed. According to our find- 
ings, an optimal leadership group would be: 


1. Composed of well-educated persons 

2. Composed of those whose original involve- 
ment in community affairs sprang from their 
own interest, the involvement of their 
friends, or the nature of their profession 

3. Widely representative of the socioeconomic 
groups within the city 
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. Made up in somewhat equal proportions of 
those who were born in the city, those who 
were born elsewhere but have lived in the 
community a long time, and those who have 
lived in the community a decade or so 

. Composed of those who have had enough 
contacts with other segments of the popula- 
tion to enable them to understand their 
points of view (social realism) 

. Marked by congeniality but not ‘‘cliquish- 
ness” 

. Composed of those who realize the impor- 
tance of effort and informal organization in 
overcoming public apathy toward commu- 
nity problems 
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The validity of these generalizations rests 
in large measure on our evidence for the 
superiority of Bellevue leadership. If this is 
faulty, the whole structure of theory col- 
lapses. It is our firm belief, however, that 
our findings throughout the study give such 
confirmation to the superior character of the 
leadership group in that city that these gen- 
eralizations must be regarded as more than 
plausible hypotheses. It is of course true 
that they need to be tested further, but, un- 
til they are, they may be viewed as having 
provisional validity. 
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